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PHASE 1: People Design: 


(Build the Foundation)

Step 1 – Share Watershed Vision and Desired Outcomes (Results)

Step 2 – Scope Inventory (Physical, People, and Information)


Step 3 – Identify Monitoring Reason(s) and Data Use(s) (Assessment Type)

Step 4 – Develop Monitoring Questions (Refinement of Monitoring Reason)


Step 5 – Target Decision Makers and Information Needs (Refinement of Use)


Step 6 – Summarize with an Information Blue Print-Data Pathway Fact Sheet
Introduction and Summary of Phase 1

Perhaps the most important step in assessing your watershed is to know and understand why you have decided to conduct an assessment. Even if this seems simple, the exploration of why we are monitoring and assessing provides the meat and vegetables for the stew, the foundation for which we design our monitoring activities, analyses, reporting and evaluation. Why do you want to assess the health of your watershed? What exactly will we monitor and assess to determine the condition of our favorite water body?  What specifically could we monitor to ensure that the quantity and quality of water in our watershed is sustained? Why is this so important to do? How will you define and communicate the foundation for what you actually do? How will you know if what you do moves you closer to your desired outcomes? 

The steps in this Phase are designed to assist in identifying and building the foundation for chosen monitoring and assessment activities.  The foundation for monitoring and assessment activities is part desired outcomes/results and part people orientation.  Identifying the desired outcomes or results of monitoring and assessment activities is essential for evaluation and effectiveness. Furthermore, if monitoring and assessments are not connected to identified outcomes then, monitoring becomes a means not and end. A well thought plan that connects outcomes/results to monitoring activities and is followed, will provide the structure and function to ensure information is generated and delivered and thus can be evaluated against outcome progress. We don’t want to be conducting activities without knowing what the desired outcome the activity is designed to achieve. 

Identifying outcomes is not enough however. Desired outcomes are envisioned and owned by people.  We must learn about the people who will be impacted by the outcome, positive or negative. People who can help make the outcomes real by their passion, position, power, or resources. If we do not consider and include the needs of either the people involved or affected then we cannot design a monitoring and assessment program that will achieve the desired outcome. The foundation is the ability to define and connect what you do with the people it will affect or involve, from the data gatherer, decision maker, action taker or action recipient, the people orientation, the why has to be connected to people, not just a list of monitoring questions.
Exploring the depth of why we do what we do (activities) and want what we want (outcomes) is where we find our passion, connection and motivation. Planning is just another activity if the planning itself is not connected to what we really want or need. Planning will lack clarity, focus, alignment, accountability and credibility. Monitoring is just another activity if it is not based on well thought plan that is connected to an identified result or outcome. 

The Steps in this Phase asks you to first develop a vision for your watershed, how you want it to be and further identify outcomes that would tell you that your vision has manifested. This is your true North compass for monitoring and assessment activities. From desired outcomes, the steps in this phase help you identify unique combinations of monitoring reasons and data uses that are connected to desired outcomes. Whatever the monitoring or assessment reason may be, it is essential that the reason is identified and articulated. It is essential that each reason be narrowed and specifically articulated. We call this refinement of monitoring reasons, developing specific monitoring questions. 
Furthermore, for each monitoring question, it is essential to identify all the individuals who will be making decisions, what their decision could be and what information they need to make the decision. They become the target audience for the monitoring and assessment activity. It is those individuals that you want to get to know and understand their needs for the data and information you are generating. Decision makers range from informal to formal individuals and entities, including you, neighbors, organization members and community all the way to the other end of the continuum to state health departments or a legal/regulatory formal process. The steps in the phase help you refine monitoring data use and identify who you will target, what decision they can make and identify their information needs. 
In summary, the foundation for rest of this plan is the combination of desired outcomes with identified monitoring reasons articulated by specific monitoring questions that correlate with targeted decision makers and their information needs.  This is the foundation, the why and for who, that forms the foundation for the technical sample design (Phase 2), information design (Phase 3) and evaluation design (Phase 4).   
A reminder to you, these Phases and Steps are organized in a linear fashion and as if you are starting from scratch. This is not reality for many entities. You decide where to start.  You need to decide the need for, rigor and resources you will put into each step or phase. If we include a holistic approach you might discover processes, exercises, steps of facets you want to revisit, reconnect or that you missed. We challenge you to connect your monitoring and assessment activities in a meaningful manner for you and your organization, regardless of how small or large your organization or scope is and regardless of how much you are in charge of the decisions to be made. 

Phase 1, Steps one through six; describe a process to develop the people component for your scientifically defensible plan to conduct watershed monitoring and assessment activities. The approach is holistic, integrating scientific biological, physical and chemical components with human social, political, cultural and physical components. This planning framework can be applied to any monitoring and assessment program, including streams, lakes and wetlands as well as other ecosystems such as forests, rangelands and deserts. 

The Steps in Phase 1 include:

Step 1:
Share Watershed Vision and Desired Outcomes (Results)

What are desired outcomes that monitoring and assessment activities ultimately are will help achieve?
Step 2:
Scope Inventory (Physical, People and Information)

What do you know, have and need to know and have? Identify watershed boundary, water bodies of interest, physical attributes, cultural/historical attributes, status and use, existing data/monitoring efforts.
Step 3:
Identify Monitoring Reason(s) and Data Use(s) (Assessment Type)
Select Specific combinations of monitoring reason plus data use, called Assessment Type.
Step 4:
Develop Monitoring Questions (Refinement of Monitoring Reason)

For each assessment type, develop specific questions the data will answer.
Step 5:
Target Decision Makers and Info Needs (Refinement of Data Use)

For each assessment type and monitoring question, identify specific decision makers, decision they make, information needed to make decision.
Step 6:
Summarize with Information Blue Print-Data Pathway Fact Sheet
For each monitoring question per assessment type, a  tool to summarize and communicate the path that each monitoring question will follow from data generation, information, delivery and evaluation while illustrating its connection to desired outcomes.
How to Use this Workbook

The overview section provides more introduction and basic background and information.  It is highly recommended you read this before you start any Phase or Step.  Each Phase and Steps are designed to develop and produce a Watershed Monitoring and Assessment Plan. Each Phase focuses on one critical aspect of an M & A Plan.

The format of each step is designed for you to understand 1) what you can accomplish, 2) why the products of this step are important, 3) what products you will produce, 4) basic steps (activities and worksheets) to produce the products, 5) worksheets and instructions, 6) background and content if you need more understanding to complete basic tasks, 7) case studies, 8) references and 9) resources.  Four basic tasks are the same for each step.  In the first two basic tasks we ask you to determine who should be involved in planning this step and to identify and evaluate what decisions have already been made regarding the specific step.  

The last two basic steps involve putting the products of that step into a master Monitoring and Assessment Plan and to identify any needs you still have regarding that step in order to fully implement your M & A plan and place those in an Action Plan.  Thus, both the Monitoring and Assessment Plan and Action Plan are accumulative, adding to an existing document and list after each step.  At the end, you have a documented M & A plan and one of the last tasks has you prioritize your Action Plan (from all steps) on a timeline.  
The worksheets are designed to be modified to meet your needs and completed electronically.  However, they can be completed by hand as well.  This is why they are simply formatted in word.  The workbook comes with a compact disc for this purpose.  

Remember that planning is dynamic, never complete, an iterative and not linear process.  The amount of time and rigor you spend on each step is based upon your specific needs.  If you skip a step, know why you skipped it.  If you don’t need to document or communicate or integrate components then don’t, but know why.   We are suggesting that every monitoring and assessment activity should address or consider all Phases and Steps at the appropriate level. 

Start where you are with what is known and expand your horizons.  If the step seems too much for your needs, complete what you need and leave the rest.  If it seems overwhelming, start with something and do it well.  There is no right or wrong, no time limit, just start somewhere.  Planning, implementing monitoring and assessment activities is not a black and white science. Embrace that you often will be “breaking trail”, there is not clean answers for everything even though there are experts out there, but use what you can that they provide. 

In the end if you can justify and articulate your monitor and assessment activities to someone, and can evaluate your results against your goals, then you have succeeded.  
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